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PROJECT CYCLE MANAGEMENT TRAINING

BACKGROUND AND JUSTIFICATION

Project cycle management is a key managerial competence that all development workers either
at the community, country or international level should acquire and master. Throughout the
years, the Project Cycle Management approach (PCM) based on the logical framework has
become an indispensable instrument for all development workers as well as the main reference
for donors, International Organizations, governments and NGOs designing and implementing
development projects. The PCM approach and its tools and techniques which allow the effective
project identification, design and implementation go beyond the technique and has become the
common language used by the international development and cooperation partners.

However this common language is yet not known by all the actors involved, this is why many
development and technical cooperation projects are hardly optimal; the lack of capacity in the
field of project management by the professional responsible for the project is often recognized
as the main cause, moreover this deficiency creates negative impact on the overall project cycle
and on achieving its results.

Projects which are partially designed and do not foresee an integrated and realistic monitoring
and evaluation framework are often compromised, for example:

= Projects don’t achieve the expected objectives, or, if they achieve them, it is difficult to
establish if the achieved objective is due to the implemented project or to other
contextual factors,

= The lessons learned from projects are often limited and poorly documented,

= The duplication of similar projects is still a common event and there is often lack of
coordination and harmonisation among inter-related projects.

Nowadays to identify and communicate a good project idea is not enough to convince donors to
financially support an initiative. In order to mobilize the requested financial resources it is
essential to create a well-developed, justified, relevant and persuasive concept. To be able to
write a convincing and quality project document is important to mobilize the partners support.

Managers of development or technical cooperation projects operate in a dynamic environment
of uncertainty and change. Good planning and effective monitoring and control of resources,
tasks, stakeholders and the project environment is essential to keep the project on the right
direction, in the course of success. Therefore collecting and processing the project data,
preparing timely progress reports to support the decision-making process is a key function to
help in taking the right and appropriate decision to ensure a good project implementation.

A project, as opposed to continuous management operations, is a temporary and unique action
with a start and an end. Those characteristics make a project « experimental » which means that
managers need to make a continued effort in order to learn from the experience that
implementing a project represents. For this purpose it is important to evaluate the projects on a

5



regular basis in order to identify the success stories and all elements that need to be improved in
the future. Evaluating project is essential to learn from experience in order to improve future
projects, to report to partners about the project’s achievements, to demonstrate results and to
take the necessary decisions related to the organization’s investments channeled through
projects.

In view of the above, managers of development and technical assistance projects have to master
the project cycle management, its phases, its context and all tools and techniques during the all
cycle.

TRAINING OBJECTIVE

The overall training objective is to impart (or reinforce) the necessary competencies to manage
the project cycle in accordance with the related tools and techniques defined by the European
Union and by the International Organizations working in the field of Technical Cooperation.

CONTENT
Introduction

=  Project management concepts and definitions
=  The project cycle

=  The logical framework approach

=  Migration projects and local development

Project design

=  Stakeholders and target groups analysis
=  Problem tree (causes and effects)

Project identification

= QObjectives tree
=  Alternative analysis
= Selection of the project intervention model

Project formulation

=  Logical framework matrix

= Intervention model and results chain (inputs, activities, results, specific objectives and overall
objectives)

= Critical assumptions and risks

=  Performance indicators and means of verification

Organisation and project operational planning

= Structuring the project organisation (typical models)
= Project Management Unit

= QOperational planning process

=  Work Breakdown Structure (WBS)

= Project sequencing and scheduling

= Resources allocation and responsibility matrix

= Planning using Ms Project 2010

Project Monitoring and evaluation

=  Monitoring and evaluation functions : project monitoring, evaluation and audit
=  Evaluation-control: baseline, data collection and analysis

= Progress and communication reporting

=  Project evaluation : evaluation principles, strategies and criteria



PROJECT CYCLE MANAGEMENT
Language : English
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Time Monday Tuesday Wednesday Thursday
. Workshop overview : . . L
course opbjectives programme Project identification phase :
and methodolo ’ objectives definition Project Monitoring, evaluation
9:00 — 10:30 | = Results of re-trii]r)]/in survev (objectives tree)and . Structuring the project and audit
: : and ost-?rainin agtion Ién alternatives analysis organisation Quiz on the monitoring and
. Introd’?Jction io tr?e Pro'ec?c cle Group work : objectives tree evaluation concepts
Management ) y and alternative analysis
10:30 -11:00 Coffee break
) Project design phase : . .
= The logical framework approach logframe (LF) matrix Monitoring and Evaluation :
Ll Project identification phase : Fir?t column of the LF: L] Project Planning : the Work data collection , reporting and
11:00-12:30 stakeholders analysis the intervention lo ic‘ Breakdown Structure (WBS) communication
=  Group work : stakeholders . 9 L =  Application on MSProject Group work : data collection
. Group work: concept application .
analysis - , ; strategies
on the participants’ projects
12:30-14:00 Lunch
. Project identification phase : qurth column qf the LF . . . Project planning: project Project evaluation
i i . critical assumptions and risks . . o .
14:00 - 15:30 problem analysis . L sequencing and scheduling Exercise: 10 rules to write good
Group work: concept application o : .
(problem tree) . i ; =  Application on MSProject progress and evaluation reports
on the participants’ projects
15:30 - 16:00 Coffee break
Second and third column of LF : . Project planning : Role play : project presentatlon
. indicators and means of resources allocations and to th? stgkeholders -fesources
16:00 -17:00| =  Group work : problem analysis mobilization

(causes and effects)

veritication
Group work: concept application
on the participants’ projects

responsibility matrix
=  Application on MSProject

Workshop closing : post-training
action plan, evaluations and
awarding of certificates







SECTION |

Introduction to Project
Cycle Management
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INTRODUCTION TO PROJECT CYCLE MANAGEMENT

— Introduction
— Definitions and Concepts
— Project Cycle

f(i-D - e o o - = = -
= Project Cycle Management
o

WHAT IS A DEVELOPMENT PROJECT?

e A project is a temporary endeavor, having a
defined beginning and end, undertaken to
meet unique goals and objectives, usually to
bring about beneficial change or added value

Initial situation Desired situation
isfi L
Unsatisfied Need satisfied
Needs
. The problem
Problem affecting ; resolved or mitigated
a certain group Project &
Today At the end of the

project

I )
(U Project Cycle Management d
acp i
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WHAT ARE THE CHARACTERISTICS OF A

PROJECT?

e Temporary

e Unique context, products, services and delivery

* Progressive elaboration, series of interrelated and
coordinated activities

e Constraints: Scope, Time, Money and Quality

Ref. PMBOK

=)
Project Cycle Management @p

TYPE OF PROJECT: THE HARD PROJECT

& o

Before

12



TYPE OF PROJECT: THE SOFT PROJECT

Hard and soft
projects:

Different
Challenges?

Where are you as a
manager?

®

PROJECTS, PROGRAMS AND PORTFOLIO

e Programme management is the process of
running several projects all aligned on a
broader strategic outcome of the organization

Programme

®
(‘._/ Project Cycle Management
acp
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PROJECT PERFORMANCE

e Effectiveness
— Realising the objectives, the
good project
e Efficiency
— Making good use of resources
(time, cost and quality)
e Sustainability
— Make the project outputs
durable
e |mpact

— The positive and negative
changes produced by a
development intervention

e Relevance

— Match with the context and fits
under the mandate of your
organisation

®
C‘-} Project Cycle Management
acp

PROJECT REALITIES: THE GOOD AND THE BAD!

* Project = change = resistance
® Projects are implemented in an uncertain and
evolving context

e Managing a project implies dealing with stakeholders
with different interests, coming from different fields,
representing different organizations, sharing
different cultural behaviors, etc.

e Implementing a project is a real challenge but it is
also very satisfying...

®
C‘-} Project Cycle Management
acp
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PROJECT CYCLE MANAGEMENT

Millennium Development goals

National Development Goal

Country/Sector

Programme

Project

®
(;-} Project Cycle Management
acp

PROJECT CYCLE MANAGEMENT

Project Evaluation Project Identification

Project Implementation Project Preparation

®
(‘-} Project Cycle Management
acp




EU PROJECT CYCLE

PROGRAMMING

EVALUATION AND AUDIT IDENTIFICATION

IMPLEMENTATION <:| FORMULATION
i
(t}) Project Cycle Management

WORLD BANK PROJECT CYCLE

1-Country assistance
strategy

7-Completion

. 2-ldentification
and evaluation

«\

L[ Sy

6-Implementation
and supervision

5-Negotiation and )
Lﬁ Approval {::b 4-Appraisal
©

it

Project Cycle Management

3-Preparation

16



A A A A A

< Invol of National R ives, UNDP, and Partners >
% ﬁx: oo >
Defining & Initiating a .Ru;\nlnlg a : Closing a
Justifying a * Project Project Project Project
\ Project (Prepare Resuits (Finalize Prodoc/ (Operations & (Closura and
1 ramework- PRI & Finance, Monitoring) Leaming)
< UNDP Oversight & Project Management >

v YYYY
L k2 3 Project Final Final ™ pew
E & @&

AFRICAN DEVELOPMENT BANK

Country
Partnership
Strategy

Preparation

Evaluation Appraisal

Implementation Approval

G5
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ASIAN DEVELOPMENT BANK

EVALUATION .

i " o —

/(a:“"ﬂ =)
‘-/-,.: Project Cycle Management d

.-v\

evaluation preparation

l

implementation

and monitoring
\ proposal,

approval and

financing

© S
= Project Cycle Management d




Stage I: Preparation

/

Concept:

Explore community
needs

Survey Competition
Identify funders

|

Conclusion
Evaluation
Final Reports
Lessons Learned

Implementation

Do all planned work

Monitor progress

Corrective action (if needed)

Definition

Identify and define problem
Develop project purpose (goals and
objectives)

\

Stage llI: Execution

Project Design

Develop:

Strategy, activities, timetable, budget
Risk management

Stage Il: Planning| ———
fa
@)

acpr

The Project Cycle

Concept

Monitoring,
Reporting and
Evaluation

Inception/
Planning

Governance !
and \
Management

Implementation

|

Project Cycle Management

®
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THE ILO’S EXTRA-BUDGETARY TECHNICAL

COOPERATION PROJECT CYCLE

1. Programme and Budget
2. Decent Work Country Programmes
3. National Strategies and Frameworks of Cooperation

Monitoring and '
i Reporting ; B A
1 v _______~ /7 :
Start-up l
f) i | Pre-Implementation | ! C Approval
= ! ' g e
i :

GOLDEN RULES

e The importance of each phase is recognized

e The interdependence of each and every phase
is appreciated

e Procedures in each phase are stated,
responsibility is assigned and the required
documentation produced

e Sufficient time is set for the first stage before
implementation

®
(‘-} Project Cycle Management
acp
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SECTION Il

The Logical Framework
Approach

© ITC»Z( f’i‘l
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0 00 0000000000000 00000000000

I-Project
Identification

Dev. partners’
Priorities

Country/Sector

Programme

National Plan
and Priorities

Donor
Criteria

Organisation
Strategic

Objectives

Step 1
Situation
Analysis

0000000000000 0000000000000

ll-Project
Definition

<>
Stakeholder
Analysis Ma

4

Institutional

pping

4

\

Target Group Pro
Analysis

<>

\

blem

Analysis

IV-Project
Planning and
Budgeting

Step 1
Alternative
Analysis

Step 2
Objective
Setting

AN

Fr

Project
Structure

| 3

Development
Objective

Indicators

llI-Project
Formulation

Means of
verification

Assumptions

Specific
Objective

Outputs

Y
Step 3
Outputs

&

Step 1
The WBS

Activities

Step 2

Responsibility

Matrix &

Management
Arrangements

Step 3
Sequencing
and
scheduling

Step 4
Resource
assignment

Step 5
Project
Budgeting
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SECTION Il

Project Identification Phase:

Situation Analysis and
Objective Setting

/ ""t \\\q n
© ITC® =Y
"-';’\*w‘# . * *
acpmi International Tra ining Centre 3 5
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PROJECT IDENTIFICATION: SITUATION ANALYSIS

e Design

analysis

Budgeting

®

Undertake a situation

Objective setting and
alternatives analysis

Project formulation

Project planning and

Project Cycle Management

PROJECT DESIGN PROCESSES

Current situation

1. Undertake a Situation
Analysis

Stakeholder Analysis
Target Groups Analysis
Problem Analysis

Institutional Analysis

-

Situation analyzed

2. Objectives setting and
Alternatives Analysis

Identification of options
Identification of constraints
Evaluation of the different options

Selection of the best project
strategy

B

Project Identified

Satisfying situation
3. Project formulating
Setting project objective

Build the project results-chain

Design the project Log frame

. B

Project Formulated

v
To project planning
process

27




1. UNDERTAKE A SITUATION ANALYSIS

1. SITUATION ANALYSIS
/ \

Stakeholders Institutional
Analysis Mapping

I I

Target Group
Analysis

Problem Analysis

PROGRAMME LEVEL

Project Cycle Management

1.1 STAKEHOLDERS ANALYSIS

e At the end of the day, projects always comes down to
people...

e Stakeholders are individuals or entities who are affected
directly or indirectly, positively or negatively, by the project to
be developed

e Stakeholder analysis is a technique to identify who is involved
in a project context and then define what are theirs
characteristics toward the future project

— Strengths

— Weaknesses
— Motivations
— Constraints
— Expectations
— Perceptions

=)
Project Cycle Management @p
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1.1 SCAN THE ENVIRONMENT GEO/POLITICALLY

State (province)

®
(U Project Cycle Management
R

1.1 SCAN THE PROJECT ENVIRONMENT BY SECTOR

infrastructure

\ - commercial

physical | project | - financial

- economic
- political |- cultural
- legal - social

- psychological

technological

(38)))
(D

©
(U Project Cycle Management
el

29



1.1 STAKEHOLDERS ANALYSIS

¢ |nputs
— NGOs’ workers
based in the field

(knowledge of the ¢ Tgols and techniques
project context)

— Country Programme
— National Policies

— Brainstorming sessions
Workshops and interviews ® OUtpUtS

— Stakeholders Analysis Matrix — A comprehensive
— Development —  The SWOT Analysis stakeholder analysis matrix
partners integrating agreed vision of
— Local authorities the situation of each
— Experts/Specialists stakeholder.

in a specific sector
— The “invisible
groups”
— The target group(s)
voice

®
(;-} Project Cycle Management
acp

1.1 STAKEHOLDERS ANALYSIS METHODOLOGY

1. Identify all stakeholders
2. Summarize characteristics of each stakeholder
3. Decide on the purpose and focus of the analysis

Motivations and constraints,
Strengths and weaknesses,
Expectations and perceptions,
Benefits from project results

4. Present the results of the analysis

5. Identify issues to carry forward in project design
and implementation
6. Periodic review and updating

©

Project Cycle Management
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TOOLS: THE STAKEHOLDERS ANALYSIS MATRIX

Name of
Stakeholder
Group

Functions/
Roles or
responsibilities

Stakeholder analysis

Motivations (+) Constraints (-) design and for project

Implications for project

implementation

VENN DIAGRAM: WHO TO INCLUDE/TO EXCLUDE?

®

POWER/INFLUENCE

AFFECTED

Project Cycle Management

INTEREST/PARTICIPATION

31



IMPLICATIONS FOR THE PROJECT: SOME HINTS

HIGH
SATISFY COLLABORATE
=
g
>
= OBSERVE COMMUNICATE
AND RALLY
LOW
ft}) Ltow INTEPRE_ST/ ZAFT,\LCI PATION
roject Cycle Management

1.2 TARGET GROUPS ANALYSIS

* Projects are designed and implemented to assist specific target
groups, the project beneficiaries.
e To assist those specific groups of stakeholders to build their
capacities, or to improve the context in which they evolve.
¢ Therefore a good understanding of the target groups and of
the ultimate beneficiaries’ context is mandatory to make sure
that the right project and solutions are implemented
— Direct target group versus ultimate beneficiaries
— Need for disaggregation; the gender aspects
¢ A good identification of the target group and its context is a
critical input for the problem analysis

®
(;-} Project Cycle Management
acp
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1.2 TARGET GROUP ANALYSIS

¢

4 . I
Development projects
4 = =
@0‘ Direct beneficiaries
<2 o\;Qg

—~ =< P

Ultimate beneficiaries

~

Project Cycle Management

1.2 TARGET GROUP ANALYSIS

e |nputs

— A consensual choice of
the target groups

e Ultimate
beneficiaries
— Target groups well
disaggregated, well
understood and
accepted

* Directtargetgroups o Tools and techniques

Public demographic/sociologic

data and information L4 Outputs

Focus groups with ultimate

beneficiaries and

practitioners.

Interviews and observation

Sociological studies (habits,

behaviors, traditions, culture,

etc.)

Reports, textbooks and

articles

NGOs and development

partners

Capacity assessment (SWOT)
Project Cycle Management

Definition of who is
precisely the targeted
group: helps determine
which strategy will work
best

Helps establish the
appropriate
communication channels
Identification of the
motivational and
constraints elements

33




TOOLS: SWOT ANALYSIS

Strengths Weaknesses
Opportunity Threats
ft}) Project Cycle Management

1.3 PROBLEM ANALYSIS

¢ The justification for any action is to address a problem affecting certain
group of people

* Project Designers should have a deep understanding of the nature of the
core problem through a cause and effect analysis

e A good project is formulated to tackle the causes rather than the
problem itself

| am unproductive at work

s

| am very tired

ﬁ Cause and effect links

| am unable
to get a night’s sleep

My neighbours watch

f) TV and make noise all night long
= Project Cycle Management d
acp
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1.3 PROBLEM ANALYSIS

e |nputs

— Meeting with
stakeholders

— Interview with the
target population or
group

— Published reports
on the problem

— Experts/Specialists

¢ Tools and techniques
— Brainstorming session

publication or — Problem tree analysis
investigation
— A participatory and e Qutputs
inclusive approach — An updated and
— Agood integrator simplified “image of
— Questions, curiosity reality”, the problem,
and openness! its causes and effects.
The starting point of a
good strategy!
®
= Project Cycle Management d
acp

TOOLS: PROBLEM TREE ANALYSIS

e The problem tree helps structuring the
analysis of the current unsatisfied

situation into cause-and-effect *2‘%0
relations and into a hierarchy of o g
problems expressed. %%? Effects %"r%

e The trunk presents the core problem
the project seeks to tackle, the roots
the causes and the leaves the effects
generated by the core problem

e The core problem, the causes and the e!
effects are linked with cause-and- Causes
effect relations.

®
(‘J Project Cycle Management
acp
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TOOLS: PROBLEM TREE ANALYSIS

EffeCts Higher frequency of
health problems
Generates social Increase in child Labour
exclusion
\ /V
High number of women in the
Problem g . | Target
informal economy Population
Causes ‘
Low adcceST tg education Preference to recruit
and early rlopouts men
| | [ I |
Traditional division of Social norms || Early pregnancy Train.in'g .Discrimination TLE"SP;"': of
labor of the agricultural | discouraging opportunities for || in employment W?r: ers .de vtv.eTn
tasks between men and girls women in the a:drie:éues:r;;
women within rural schooling non traditional H areasis unsafe
families. V| sectors are rare U
o

HOW TO DO: A PROBLEM TREE ANALYSIS (1/2)

1. Brainstorm all problems in the situation and write each
of them down. (On a card, post-it or using a mind
mapping software)

2. ldentify a common agreed core problem (linked to
most other problems), and write a precise definition of
it on a card.

3. Divide the other cards into causes and effects around
the core problem; put them respectively below and
above the core problem in order to create the tree.
Some of the cards may also turn out to be overall
constraints (move these to the side of the core
problem).

®
(;-} Project Cycle Management
acp
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HOW TO DO: A PROBLEM TREE ANALYSIS (2/2)

4. Create the tree: Try to find all cause and effect relations and
move the cards accordingly. There can be more causes to
one effect or more effects to one cause. This will help you
to identify vicious cycle, problems feeding themselves, and
then the worst causes

5. Review the result, check the logic between the elements of
the tree and revise if necessary until logic is reached

6. Draw vertical links to show cause-effect relationships, and
horizontal links to show joint causes and combined effects.

7. Copy the diagram on a sheet of paper or use an appropriate
software to do so

®
(;-} Project Cycle Management
acp

TRICKS

e Use a participatory approach

e [tisimportant to determine whether the different groups of
people perceive the problem in the same way; if not the
problem should be reformulated or split.

¢ Do not be general but be precise in defining the elements that
compose the tree. “lack of capacity...”

¢ Avoid problem that are the absence of a solution, (non-
existing problems), like the “no something...”

¢ Not subjective, be factual, etc.

¢ Make sure all participants have the chance to express
themselves during the problem tree analysis

¢ Acceptance by the stakeholders of the problem tree analysis
will ease the project execution and bring all stakeholders

p working for a common objective
::}) Project Cycle Management
acp
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THE TREE COULD OFTEN LOOK LIKE A BAOBAB!

the baobab
e Too wide, supef
and not pr
e Big trunk whit
as if there are
then one...
e A big and nicg
with small roas

®
(‘._‘} Project Cycle Management
el

1.4 INSTITUTIONAL MAPPING

e The institutional map provides an analysis of the
different stakeholders which focuses on the
relationships between the key stakeholders that will
participate in the project implementation.

e The socio-cultural and political contexts of certain
projects require managers to undertake an
assessment of the relationship between the existing
institutions in order to understand the interfaces.

®
(‘-’ Project Cycle Management
i
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1.4 INSTITUTIONAL ANALYSIS

¢ |nputs

— Stakeholder
analysis

— Target grov

analysis .
e Tools and techniques

— Institutional Map, Force
Field Analysis, etc.

— Problem analys.

e Qutputs

— Alinstitutional map
which presents the
relationships between
the key stakeholders.

®
(;-} Project Cycle Management
acp

HOW TO DO AN INSTITUTIONAL ANALYSIS?

e  Step 1: Identify the main types of organizations involved
and regroup them if necessary

e  Step 2: Specify the relationships between the key
organizations

e  Step 3: Disaggregate the target population

e  Step 4: Identify the role of sector partners and potential
partnerships

e  Step 5: Include any other relevant stakeholders that can
contribute to the project outcomes

®
(‘-} Project Cycle Management
acp
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INSTITUTIONAL MAPPING

¢ In many cases inadequate institutional relationships are part
of the root causes of the problem

¢ Helps identify obstacles and opportunities.

e Helps identify the context of decision making, as well as the
bottlenecks and opportunities for collaboration among
stakeholders.

¢ Helps identify stakeholders’ needs in terms of capacity
building

¢ Allows to identify the most adequate institutional support
strategy on which the project should be based

¢ Do not forget the informal structures!

— Power, authority relationships, communication channels, access to
key information, informal arrangements, cultural organisational
behaviour, etc...

®
(;-} Project Cycle Management
acp
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PROJECT IDENTIFICATION - OBJECTIVE SETTING

Project Design

Undertake a situation
analysis

Objective setting and
alternatives analysis

Project formulation

Project planning and
Budgeting

I )
(U Project Cycle Management
acp 4

PROJECT DESIGN PROCESSES

Current situation Satisfying situation
1. Undertake a Situation 2. Objectives setting and 3. Project formulating
Analysis Alternatives Analysis

Setting project objective

Stakeheldar Analysis TS Build the project results-chain
Target Groups Analysis Identification of constraints S
Problem Analysis Evaluation of the different options
Institutional Analysis Selection of the best project l'
SIEEY Project Formulated
-
& . 3 :
Situation analyzed Project Identified v
To project planning
process

41



OBJECTIVES SETTING AND ALTERNATIVES

ANALYSIS

This step involves selecting a strategy to address the
problem. The strategy depends on the nature of the
problem, the comparative advantage of your
organization and the wider context. The technical
specialists inputs is at this stage really important.
Together, managers and specialists strategize!

4 4

OBJECTIVES SETTING AND ALTERNATIVES
ANALYSIS

e |nputs

— Situation Analysis
e Stakeholder ~nalysis

o Vet Eiry ¢ Tools and techniques
Analysis .
o Instituti — Objective tree
e Problem. — Alternatives Analysis
— Experiences in sim... — Multi criteria Analysis
context/Past projects e OQutputs

— Lessons learned from

. . — The results-chain
other interventions

e The immediate

- Pr'ogt.’a.mme/Sector objective (Project
Priorities outcome)
— Constraints ® The development

objective of the
project (Impacts)
e The project outputs
e The project activities

®
(‘-} Project Cycle Management
acp

— An open mind!
— The Specialists!
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ALTERNATIVE ANALYSIS

e Often the design team will instinctively and quickly
arrive at an obvious strategy. However, it is still
useful to consider alternatives and to document the
analysis, since once a particular strategy has been
agreed as the alternatives tend to be forgotten.

e To be documented in order not to be forgotten...
e A rationale for the selection of the strategy
e Aninput of the project evaluation stage

®
(;-} Project Cycle Management
acp

ALTERNATIVE ANALYSIS

e Reformulate the problem tree into positive
statements and identification of the project
strategy, the objective tree.

* Incorporate any other additional positive
situations

e Revision of quality and logical consistence
e |dentify different alternative strategies

e Evaluate them according to context
constraints and criteria

®
(;-} Project Cycle Management
acp

43




TOOLS: OBJECTIVE TREE ANALYSIS, THE
DESIRED FUTURE

Social exclusion is ild Labour is
reduced decreasing
\ /

The number of women in the formal

sector has increased Target
Population

Women have a be'tter The preference to recruit
access to education men is reduced

Repetitive agricultural New enrolment Awareness Promotion and Awareness ! A new formal
tasks are mecha“{ZEd- programme: Girls | campaign among use of campaign to shuttle is
:;:&?;r:;w:n'; first! youth on early “Champions” inform organised
L T Incentives given pregnancy Implementatlgn employers of be_twee_n the
the management of to parents causes/effects of a quota policy women loyalty residential and

cooperative (Teenagers) in VT Centres at work industrial areas

TOOLS: MULTICRITERIA ANALYSIS (EXAMPLE)

Criteria Weight Option 1 Option 2
Contribution to the higher objectives. 20 points
Direct-advantages for the target group 10 points
Complementarity with other project part of the 10 points
DCWP. Anchored in the national development
strategy
Investment Cost to realize the project strategy 10 points
Sustainability of the intervention 20 points
Contribution in term of capacity-building or 5 points
institutional development
Institutional feasibility 20 points
Promotion on gender equality 5 points
TOTAL SCORE 100 points

44



SAMPLE OF CRITERIA

Priorities of beneficiaries

Expertise and experience of
implementing organization

Duration of implementation
Urgency
Contribution to overall objectives

Donor policy

Fit with mandate of government
authorities, sector policies

Contributions of different
stakeholders

Available human resources,

institutional capacity
¢ Available budget
e Shift in power relations

e Gender and social diversity
aspects

e Likelihood of success

¢ Inter-linkages between clusters
e Positive/negative side-effects
e Sustainability

e Fit with mandate of
implementing organization

=)
Project Cycle Management @p

OUTPUT: PROJECT RESULTS-CHAIN (RBM) /

PROJECT STRATEGY

Social exclusion of
. Development
women is reduced L
Objective
The number of women in the formal sector
: Development
has increased L
Objective
The preference to recruit e
men is reduced Specific
Objective
Promotion and Awareness A new formal
use of campaign to shuttle is
“Champions” inform organised Outputs
Implementation employers of between the
of a quota policy women better residential and
in VT Centres loyalty at work industrial areas
Activities
Project Qycle Marjagement
o
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OBJECTIVES: DEFINITION & KEY FEATURES

Changes in performance, in behaviours, etc...

= Number of objectives depends on challenges, resources and
comparative advantages of the implementing organisation

= However it is recommended to have only one clear project
specific objective to keep the project aiming in one direction

= Produced by the combined effects of the contributing outputs
= Reflect a choice about strategy or policy

= Use the past participle tense when writing the objectives.

= The number of women in the formal sector has increased

= The preference to recruit men is reduced

®
(;-} Project Cycle Management
acp

OUTPUTS: DEFINITION & KEY FEATURES

Outputs are concrete deliverables

= QOperational changes: new skills or abilities, the availability of new
products and services

= Must be achieved within the programme period
= Managers have a high degree of control

- If the result is most/%/ beyond the control or influence of the project, it
cannot be an outpu

= Failure to deliver is failure of the project
= Unless under a joint project, outputs are NOT collective results
= Should be presented as a “product”:

= The XYZ system has improved (sounds like an objective)

= A new XYZ system has been installed and put in operations (sounds like a
product, an output)

®
(;-} Project Cycle Management
acp
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ACTIVITES IN THE RESULTS-CHAIN

e Activities: Actions taken or work performed
through which inputs, such as funds, technical
assistance and other types of resources are
mobilized to produce specific outputs

e Use the infinitive for the activities

To prepare the PCM manual...
To train the staff in PCM...

To procure and install a M&E database...

=)
Project Cycle Management @p

THE RESULTS-CHAIN: FOCUS AND TIME

Focus

Development
L., Poverty reduced 1
Objective ¥ Human!
Specific Employment and income Instltuj:lonal,
. . behavioural,
Objective generation increased
‘ t performance
Model business incubators Operational/
operational in poorest skills, abilities,
provinces products &
services

ion!
To acquire facilities Action!
To train the staff

To provide micro-credit...

47



Components
Aeclivites

Project Cycle Management
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SECTION IV

Project Formulation Phase:

The Logical Framework
Matrix

© ITC»ZI’ f’i‘l
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PROJECT FORMULATION - THE LOGICAL FRAMEWORK

Project Design

Undertake a situation
analysis

Objective setting and
alternatives analysis

Project formulation

Project planning and
Budgeting

®
(‘._‘} Project Cycle Management
R

PROJECT DESIGN PROCESSES

Current situation Satisfying situation
1. Undertake a Situation 2. Objectives setting and 3. Project formulating
i Alternatives Analysis
Analysis 4 Setting project objective
i Identification of options
Stakeholder Analysis P Build the project results-chain
Target G Analysi Identification of constraints
arget aroups Analysts Design the project Log frame
Problem Analysis Evaluation of the different options
Institutional Analysis Selection of the best project l'
- strategy 1 Project Formulated
L]
L]
Situation analyzed Project Identified v
To project planning
process

51



THE “STANDARD” LOGFRAME MATRIX

Column 1: Column 2:

Results-Chain Indicators

Development
objective/impact

Column 3:

Means of
verification

Column 4:

Critical
Assumptions

Immediate
objective/project
outcome

Outputs

Activities Inputs

Budget

Starting conditions

®

Project Cycle Management

THE LOGICAL FRAMEWORK

e |nputs

— Results-chain from the
alternative ana'vsis

— Situation anal

— Experiences
context/Pa

— Lessons learnc.
other interventions

— Programme/Sector
Priorities and
indicators

— Available data in the
context of the project

— Consultation and
validation meetings
with the stakeholders

®

¢ Tools and techniques
— The Logical Framework
e Qutputs

— A project formulated in

Matrix

Project Cycle Management

a logical manner with
performance indicators
and their means of
verification that will be
used to monitor project
progress and with the
identification of the key
assumptions that are
the required contextual
conditions to implement
the project

G5
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RESULTS-CHAIN, LOGFRAME FIRST COLUMN

Development
Objective

Specific Objective(s) Logical Framework

Outputs

Activities

Inputs

Budget

Starting Conditions

LN NN N AN

Project Cycle Management

RESULTS-CHAIN

Results chains describe the sequence, and the
nature of links between, activities, completed
activities, and near-term (outputs), mid-term

(outcomes) and long-term (impact) results.

Activities— Outputs — Outcomes — Impacts

Short-term Long-term

®
(‘-’ Project Cycle Management
i
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READING THE LOGICAL FRAMEWORK

Column 1: Column 2: Column 3: Column 4:

Critical
Assumptions

Project Structure Indicators Means of verification

LM Development Development

objective/impact FTonditions

Immediate Implementation
objective/project
outcome

Outputs Management
g@ptions

Starting

Activities M
conditions

=)
Project Cycle Management @p

CRITICAL ASSUMPTIONS

e Assumptions

— The act of taking something for granted, or something taken for
granted!

e Critical

— Urgently needed; absolutely necessary
e External and out-of-control Logical Framework
e Risks versus assumptions

— Negative versus positive expressions
¢ The logframe = Contract

— The critical assumptions are like
a force majeure provision

¢ All thing being equal! This
project should be a success!

=)
Project Cycle Management @p
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CRITICAL ASSUMPTIONS

Column 4:
Critical assumptions

Column 1: Column 2: Column 3:

Project Structure

Means of
verification

Indicators

Development
assumptions

Implementation
assumptions

Management
assumptions

Starting conditions

% Critical assumptions =
@ Project Cycle Management @.:p
acpmigration

TESTING ASSUMPTIONS

Is it important? No Do not include
Yes
Likelihood of the Almost certain .
assumption being true to happen Do not include
Unlikely .
Likely Include as an
Can it be

assumption

Yes - -
Redesign project ‘

internalized?

Killer assumption

{.:r a
@ Project Cycle Management @.:p
acpmigration
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INDICATORS

¢ Indicators are signposts of change along the path
to development.

e Indicators help to: Logical Framework
— Measure progress and achievements;

— Clarify consistency between activities,
outputs, outcomes and goals;

— Ensure legitimacy and accountability to all
stakeholders by demonstrating progress;

— Assess project team performance.
¢ Indicators are used throughout the project cycle

e |tis better to have few simple and good
indicators that answer the good questions then...

®
(;-} Project Cycle Management
acp

TYPICAL COMPOSITION OF AN INDICATOR

— Variable (Ex: coverage by health micro-insurance)
with Reference group/beneficiaries (Families)

— Target
¢ Time (in 2015)
* Reference value: (75%)
* Place: Nation-wide (Genobia)

Example: 75% of families in Genobia are covered by
a health micro-insurance by 2015

®
(‘-} Project Cycle Management
acp
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EXAMPLES: PERFORMANCE INDICATORS

¢ Frequency of accidents in textile manufactures in Port-aux-Princes has
been reduced by 75 %, January 2015

¢ The ratio of male/female in country wide school enrolment has reached
95, March 2016

e 115 cattle farmers from 5 villages (x,z,y ...) are trained and certified in
animal husbandry and in livestock marketing, July 2014

¢ A cooperative of cashew farmers is legally constituted in Bissau, January
2015

e 75% of the parliamentarians believe that the use of migrant workers is a
good way to develop the country, December 2013

e A startup package for young entrepreneurs in Swahili is disseminated to
at least 1 000 qualified but unemployed youth by June 2013

¢ The level of understanding among government officials of the positive
and negative long term economic impact of migrants’ remittances is
high, June 2013

®
(;-} Project Cycle Management
acp

EXPRESSION OF INDICATORS

e Qualitative
— Existence: Yes or No
¢ A cooperative of cashew farmers is legally constituted in Bissau, January 2015
— Category: «high», «<medium» or «low»

¢ The level of understanding among government officials of the positive and
negative long term economic impact of migrants’ remittances is high, June
2013

e Quantitative
— Number: (1, 20 or 5000)

e 115 cattle farmers from 5 villages (x,z,y ...) are trained and certified in animal
husbandry and in livestock marketing, July 2014

e A startup package for young entrepreneurs in Swabhili is disseminated to at
least 1 000 qualified but unemployed youth by June 2013

— Percentage:

* Frequency of accidents in textile manufactures in Port-aux-Princes has been
reduced by 75 %, January 2015

— Ratio:

¢ The ratio of male/female in country wide school enrolment has reached 95,
March 2016

e Combining: Qualitative-Quantitative:

— 75% of the parliamentarians believe that the use of migrant workegs.is a good wa
@) todevelop the country, December 2013 ‘
Project Cycle Management

acpr
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TYPE OF INDICATORS

e Impact indicators
— National development situation, MDGs
— The macro baseline, the country’s portrait
— Long term results

— From far away, the project indirectly contributes to
them

e Outcome indicators (objectives)
— Project development and immediate objective
— Project context baseline
— Mid term results
— The Project contributes directly to them
e Output indicators
— Project outputs level of achievement
— Project context baseline
— Short term tangible results
— The Project produces them
e Operational indicators (Not in the logframe)
— Project activity level
— Project management baseline
— Very short term

f) — Project earned value indicators: time, cost and
= quality Project Cycle Management d
e

Logical Framework

INDICATORS MARK CHANGES

Thinking of indicators in terms of changes may help
you choose and define good indicators

— The presence of something

— The type/level of access

— The level of use

— The extent of an activity or coverage

— The relevance

— The quality

— The effort required A B
— Etc.

®
(‘-’ Project Cycle Management
i
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INDICATORS

OVI (Objectively Verifiable Indicators) specify how the
achievement of the project’s objectives will be measured and
verified. They provide the basis for monitoring project
progress (delivery of outputs) and evaluating the achievement
of outcomes.

There are no absolute principles as to what constitutes a good
indicator, however the acronym SMART is an important
reminder of the what to keep in mind.

— Specific

— Measurable
— Attainable
— Relevant

— Time-bound

®
(;-} Project Cycle Management
acp

SMART INDICATOR

—>Field : Capacity building in livestock management and marketing
Output: Cattle farmers are trained and Certified

S pecific: Cattle farmers from 5 villages (x,z,y ...) are trained and
certified in animal husbandry and in livestock marketing

M easurable: 115 Cattle farmers from 5 villages (x,z,y ...) are trained
and certified in animal husbandry and in livestock marketing

A chievable:—gbﬁ 115 Cattle farmers from 5 villages (x,z,y ...) are
trained and certified in animal husbandry and in livestock
marketing

'— R elevant: 115 Cattle farmers from 5 villages (x,z,y ...) are trained and
certified in animal husbandry and in livestock marketing

T ime-bound (Baseline): 115 Cattle farmers from 5 villages (x,z,y ...)
are trained and certified in animal husbandry and in livestock

marketing by July 2014
Project Cycle Management

1@
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MEANS OF VERIFICATION: DATA COLLECTION

¢ Indicators should be selected because they are relevant to
the results being monitored, and not simply because they are
easy to track. Nevertheless, results must also be trackable...

e Sources of information
— Project processes
— Management processes Logical Framework
— National Statistics
— Administrative records
— Statistical surveys
— Awareness/Attitude questionnaires
— Expert panels, trained observers;
— Focus groups and key informants interviews

¢ Proxy indicators

®
(‘._‘} Project Cycle Management
el

IMPORTANCE OF HAVING A BASELINE

Progress (0-4)

Indicators
Project start Project end
Baseline L Expected
Youth Employment in City X
60 % results
Actual
50 % / Planned

40 %

Year1l Year2 Year3 Year4

®
(‘-’ Project Cycle Management
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UNFORTUNATELY INDICATORS ONLY...

Ap——

®
(;-} Project Cycle Management
acp

BUILDING THE LOGICAL FRAMEWORK

1. Define the immediate objective / project outcome

2. Define the development objective / expected impact

3. Define the outputs

4. Identify the necessary activities required to produce the
outputs

5. Verify the vertical logic (Results-Chain)

6. Define the development and implementation assumptions

7. Verify the diagonal logic

8. Define indicators and means of verification

9. Verify the horizontal logic

10. Test and revise the project logic

f;? Project Cycle Management

61



SECTION V

Structuring the
Project Organisation

/ : (,?" i‘ﬂ %
v N * ¥ %
( \, I]_Q v 2 « S
J—" I TC =4 . . *
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STRUCTURING THE PROJECT ORGANIZATION

= Alternative Organizational Structures
= Project Management Unit

®
(‘._‘} Project Cycle Management
el

INSTRUCTIONAL OBJECTIVES

1. Characterize functional, project, and matrix (weak,
balanced and strong matrix) organizational
structures

2. ldentify the strengths and weaknesses of each and
describe their implications for project management

3. ldentify criteria useful in choosing which
organizational structure is most appropriate

®
(‘-’ Project Cycle Management
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INSTRUCTIONAL OBJECTIVES (CONT.)

4. Understand what is required to be a successful
project manager in a matrix structure

5. Describe the role and responsibilities of a project
manager in a matrix

6. Define the following terms: Power, Authority,
Influence

®
(U Project Cycle Management
el

ORGANIZATION IS:

To Accomplish
Objectives

Structuring
People

1 )
(U Project Cycle Management
acpr 4
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CLASSIC MANAGEMENT THEORY—FAYOL

e Division of Labor ‘:{,‘ 'ﬂ T\gi ’\!’
‘.’/ \\\ /

- Specialization

. \ 'I
- Functional processes | |-

- Line vs. staff \ /
e Scalar Processes \'/

- Hierarchical structure

- Chain of command

- Unity of control
- Authority and responsibility

#~ - Span of control
(:}) . Project Cycle Management

CLASSIC MANAGEMENT THEORY—FAYOL (CONT.)

e Organizational Structure
- Around objectives and activities, not individuals
- Table of organization (chart)
- Written position description

®
(J Project Cycle Management
i
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CLASSIC MANAGEMENT THEORY—FAYOL (CONT.)

Bureaucratic
- Hierarchical
- Repetitive
- Standardized
- Formalized
Organic
- Organized as a system of related parts

- Interactive
- Dynamic
- Innovative

®
(‘._‘} Project Cycle Management
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THREE ORGANIZATIONAL STRUCTURES

Functional Organization

Projectized Organization

Matrix Organization

®
(‘-’ Project Cycle Management
i
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ORGANIZATIONAL NUCLEI

Products Customer
Technology Geography
Function Process
Discipline

®
(‘._‘/ Project Cycle Management
el

FUNCTIONAL ORGANIZATION CHART

General Manager
or
Chief Executive

VP VP e " "
LG Finance and Research Personnel Operations
(Engineering) Accounting
X X X X X

X = individual staff

®
(‘-’ Project Cycle Management d
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PROJECTIZED ORGANIZATION CHART

General Manager
or
Chief Executive

; Regtl_nlar | Project Other
unctiona .
Projects
Departments Manager .
Technical Finance and Research Personnel Operations
(Engineering) Accounting
X X X X X

x = individual staff

®
(‘._‘} Project Cycle Management
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A UNI-DIMENSIONAL STRUCTURE IN A MULTI-

DIMENSIONAL WORLD

Technical Orientation

a

Project
) Orientation

<

v

®
(‘-’ Project Cycle Management
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THE MATRIX ORGANIZATION CHART

General Manager
or
Chief Executive

vP VP VP VP VP VP
Projects Technical Finance and Research Personnel Operations
| (Engineering) Accounting
Project X X X X X
Coordinator
or Manager

X = Individuals working on project

®
(‘._‘} Project Cycle Management
el

FIVE RELATIONSHIPS

Top Management

Functional
Manager

Project
Manager

®
(‘J Project Cycle Management
el
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CRITERIA FOR ORGANIZATION DESIGN DECISIONS

Favors Functional Favors Matrix Favors Project
Structure Structure Structure
Uncertainty Low High High
Technology Standard Complicated New
Complexity Low Medium High
Duration Short Medium Long
Size Small Medium Large
Importance Low Medium High
Customer Diverse Medium One
Interdependency (within) Low Medium High
Interdependency (between) High Medium Low
Time criticality Low Medium High
Resource criticality Depends Depends Depends
Differentiation Low High Medium
/(;% - Project Cycle Management &p

ORGANIZATIONAL CONTINUUM

Functional

100%

Staff in
functional

departments

0%

No

coordinator

Matrix Project
0%
Staff on °
project
team
Strong
3 Matrix
LS < Full-time q
Time Full Time project Project Separate 100%
office
Coordinator manager team
=)
Project Cycle Management d
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ORGANIZATIONAL STRUCTURE INFLUENCES

ON PROJECTS

Organization Typ Matrl'x
X Functional Projectized
Project Balanced Strong Matrix
Characteristics Weak Matrix Matrix
Project Manager’s )
Authority — Limited Low to Moderate Moderate to High to Almost Total
High
Percent of Project
Personnel Assigned
Full-time to Project - 0-25% 25-50% 50-85% Esglinze
Work
Project Manager’s — Part-Time Full-Time Full-Time Full-Time
Role
Common Titles for - LISt ; STl
Project Manger’s Role y i i
) 8 Project Project Project Manager Project Manager
Officer Coordinator
Project Management h
Administrative Staff BB = Part-Time Full-Time Full-time

Refe@nc : Adapted from Project Body of Ki ledge, Project Institute, 1996.
= Project Cycle Management d
acp

PROJECT MANAGEMENT UNIT: THEIR FUNCTIONS

e Management functions:
— Project Integration Management
— Project Scope Management
— Project Time Management
— Project Cost Management
— Project Quality Management

— Project Human Resource
Management

— Project Communications
Management

— Project Risk Management
— Project Procurement Management

®
(‘J Project Cycle Management

72



73



SECTION V|

Project Planning and
Budgeting

/ : (,?" ‘“\wl %
@) T(C oy “
v v % * *
= I C o/ — S
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PROJECT PLANNING AND BUDGETING

¢ Project Design

— Undertake a situation
Analysis

Objectives setting and
alternatives analysis

Project formulation

Project planning and
Budgeting

®
(‘-} Project Cycle Management

I-Project 1I-Project Proje
Identification Definition 0 atio

Dev. partners’ Donor
Priorities Criteria

Country/Sector S0
Programme AL LTPP
......

N .
National Plan o'gigls:ti':" E s
and Priorities L S Development
Objectives H Objective
.
Step 1
v __Alternative Immediate
Step 1 * Analysis Objective
Situation \\
Analysis X ’
Pr—re Step 2 Outputs
N R Obiecti
Analysis Mapping \ Setting
4 4 X
% % Y £ Activities Inputs Budget
Target Group Problem Step 3
Analysis Analysis Outputs
<>
Step 2
Proje Step 1 RE:;:;:;;"“V Sesltl?:l:in Step 4 Step 5
The WBS 4 s Resource Project
P O Management and assignment Budgetin
Arrangements scheduling 8! geting
do

Risk management plan
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PROJECT PLANNING AND BUDGETING

e Strategic project planning
e Tactical project planning
e Operational project planning When will we do it?

Who will do it?

What do we do?" What do we do on a daily basis?"

"How do we excel?"
How will we do it?

"For whom do we How much will it
do it?" cost?

Project Cycle Management d

IMPLEMENTATION PLAN VS. WORK PLAN

The whole project implementation Only one period (year)of the implementation

phase is included in the plan phase is included

Details of activity: work package- Details of activity: work package-activities-tasks

activities

Prepared during the design stage Prepared during the implementation stage (First
during the inception phase and updated at each
reporting period)

Project
Identification . .
Project Project Designers

: Implementation
A Design
Evaluation g Plan
Implementers
Workplan Project

Appraisal

Implementation

Negotiation and

Approval @p
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PREPARING A PLAN AND BUDGET

Project
) - Project
outputs

Budget-inputs

Implementation plan

1- The Work Breakdown 3-Project 4-Resources

Structure 2-ResI::; ?:(blhty Sequencing (inputs)
i| (and the performance plan) ||, and scheduling assigned

5-Project
Budgeting

THE POWER OF THE WBS 1 The tork Breakdown

(and the performance plan)

In planning a project, it is normal to find oneself
momentarily overwhelmed and confused, when one
begins to grasp the details and scope of even a
modest size project.

This results from one person trying to understand the
details of work that will be performed by a number of
people over a period of time.

The way to get beyond being overwhelmed and
confused is to break the project into pieces, organize
the pieces in a logical way using a WBS, and then get

help from the rest of your project team.

®
(;-} Project Cycle Management
acp

78



1-WORKBREAKDOWN STRUCTURE 1- The Vs\ltt:LkCtBur:eakdown

(and the performance plan)

¢ The works breakdown structure (WBS) sets out the activities,
sub-activities and tasks required to achieve each output/sub-
output

¢ The chosen activities should be both necessary and sufficient
to achieve the outputs

‘ Irrigation dam built ‘

Design ‘ ‘ Procurement | ‘ Construction ‘ ‘ Maintenance
Activity 1 Activity 1 Activity 1 Activity 1
Activity 2 Activity 2 Activity 2 Activity 2
Activity 3 Activity 3 Activity 3 Activity 3
Activity ... Activity ... Activity ...
®
= Project Cycle Management d

1'WBS AS A BOOK INDEX 1-The Vs\ltt:LkCtBur:eakdown

(and the performance plan)

WBS Output/Activities
Output Activity

1. Officers of the social 1.1 Hire experts in prevention of labour hazards

security institute trained in
prevention of labour hazards

1.2 Establish working team with the Security Institute to develop a
training programme

1.3 Invite participants and deliver the training

2. Decree for the creation of 2.1 Revise and document good practices on tripartite working instances

the National Employment
Council elaborated

2.2 Organize a tripartite workshop to agree on the formation of the
National Employment Council (NEC)

2.3 Advise the Ministry of Labour on the elaboration of a proposal for the
NEC

2.4 Organize a high level tripartite meeting to validate and approve the
proposal for the constitution of the NEC

T 1
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THE WBS DESIGN PRINCIPLES 1- The Work Breakdown

Structure
(and the performance plan)

100 % rule
Mutually exclusive elements

Plan outcomes, not actions

Level of detail: the 80 hours rule
¢ Codification

®
(;-} Project Cycle Management
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100% RULE: THE PROJECT 1- The Work Breakdown

MANAGEMENT OUTPUT Structure

(and the performance plan)

‘ Project XYZ ‘

‘ Outcome 1 ‘
[ [ I
Output Project
Output 1.1 Output 1.2 Output 1.3 P )
Management
Activity 1.1.1 Activity 1.2.1 Activity 1.3.1 Monitoring
Activity 1.1.2 Activity 1.2.2 Activity 1.3.2 Reporting
Activity 1.1.3 Activity 1.2.3 Activity 1.3.3 Steering committee
Activity ... Activity ... Activity ... meeting

Evaluation (s)
Etc...

®
(;-} Project Cycle Management
acp
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2-RESPONSIBILITY MATRIX

Who is responsible for each output

Multiple organizations

Individual or organization?
Small is beautiful!

2-Responsibility

matrix

22 responsibles 1 responsible
[ ]
e _©0
o® o °
o o000 ®
o ® ° .. [ ]
o0 :
[ J
®
= Project Cycle Management
acp

RESPONSIBILITIES AND WBS
IN A JOINT ACTION

‘ Project XYZ

2-Responsibility
matrix

‘ Outcome 1
[ [ [
Proj
Output 1.1 Output 1.2 Output 1.3 Output Project
Management
NGO ABC Association XYZ NGO ABC NGO ABC
Activity 1.1.1 Activity 1.2.1 Activity 1.3.1 Monitoring
Activity 1.1.2 Activity 1.2.2 Activity 1.3.2 Reporting
Activity 1.1.3 Activity 1.2.3 Activity 1.3.3 Steering committee
Activity ... Activity ... Activity ... meeting
Evaluation (s)
®
= Project Cycle Management
acp
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3-PROJECT SEQUENCING

3-Project

AND SCH EDULING Sequencing

and scheduling

e Time is an important aspect of any project

e Activity sequencing involves identifying the logical
relationships among schedule activities

e Activity scheduling involves estimating the duration
of each activities and integrating them in a project
schedule (calendar)

e For project sequencing and scheduling the Gantt
Chart approach is recommended!

®
(;-} Project Cycle Management
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3-PROJECT

3-Project

SEQUENCING AND SCHEDULING seduencing

and scheduling

The Criti al Patb:tS“E!L of activities wttho

Motaza th tranass whr Mo Ape 12

Gant@h rf'prepargd_mﬁh a ﬁro;ec anagement Software

| il | 1] | _r/ﬂ
oy

4 start 7€ [ @ Glumebercer-1.. | /7 Biediefroct To., | ) Mkrosclt PowerPomn. B Project Management < Microsaft Praject - T, &)= 3

®
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3-PROJECT

3-Project

SEQUENCING AND SCHEDULING Sequencing

and scheduling

A sequence of steps to prepare a schedule for each output is: (If not using a
project management software)

1. Use the WBS and decide on the level of detail required (activity or task). This
may be different from the level of detail used to prepare the responsibility
matrix (output).

2. Identify the sequence in which the tasks should be performed. Rearrange the
order (rows) of the work breakdown structure to reflect the sequence.

3. Decide the unit in which time will be measured, such as years, seasons,
quarters, months, weeks or days.

4. Prepare the format of the schedule. The work breakdown structure is
presented on the left-hand column and the time scale is presented on the top
row.

5. Estimate how much time is likely to elapse for the performance of the activity

in question. Identify any other fixed points that must start after a particular
date or before another activity.

6. Prepare the schedule using bars and milestones.

7. Verify the feasibility of the schedule. Make revisions to the bars and milestones
as well as the work breakdown structure as you proceed.

®
("-} Project Cycle Management
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4-PROJECT INPUTS (RESOURCES) -project

Sequencing

and scheduling

e Estimating schedule activity resources involves determining
what resources (persons, equipment, or material) and what
guantities of each resource will be used, and when each
resource will be available.

— International or National Staff: private sector recruited, government
recruited, suppliers of special services, consultants and experts.

— Physical facilities, basic office premises, equipment and materials,
office services, sub-contracting supplies, fellowships, training
materials, etc.

e Multiple-sourced resources
— A Financial Breakdown Structure should complement the WBS

®
("-} Project Cycle Management
acp
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4-PROJECT INPUTS (METHODOLOGY) Savoneing

and scheduling

e A procurement Plan
— Step 1: List resource requirements
— Step 2: Allocate resources to categories
— Step 3: Allocate resources to funding source
e Staff: Resources Category and Recruitment Process
e Others: Procurement Process
WBS Output/activities Resources required
Output Act. Tasks Personnel Equipment Material Services
Type 1l Type 2 Type 3
1 1.1 111
1.1.2
113
1.2 121
1.2.2

4-PROJECT INPUTS: 3-Project

HUMAN RESOURCES ASSIGNMENT o sehedung

E: Execute activity

¢ Who is in charge of what? A: Approve
T: Technical support
e Update of the WBS at task level S ————
WBS Output/activities Responsible
Output Activity Ms.Y | Mr. B | Field HQ
Unit
— ]
1 1.1 E A T Team
l/>
E S A
T E T
1.2 K E7 A
fa
(:) Project Cycle I\/Ia;!-aoggment
i
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5-PROJECT BUDGETING 5-Project

Budgeting

e The budget is the work plan expressed in monetary terms. It is an integral
part of the planning process and a significant part of the project document

e Itis an important part of the contractual relationship between the
Implementing Organization and the donor

¢ Technical Cooperation Budget Preparation Procedures

WBS Resources required Total Budget
Output/activities
Out | Act. Tasks Personnel Material | Services Budget
put Typel | Type2 | Type3 | Equipment
1] 1.1 1.1.1
1.1.2
113
1.2 121
122
2 2.1 2.1.1
2.2 221

TRADITIONAL BUDGETING

e Per budget lines
— Travel
— Staff fees
— Equipments
— Works
— Etc..

®
(‘J Project Cycle Management
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BOTTOM-UP BUDGETING

e Bottom-up budgeting (or output-based
budgeting or outcome-based budgeting)

$‘ Project XYZ ‘
G |
Outcome 1 ‘
+ $
2 + I —
[ + I \ \
Output Project
OQutput 1.1 Output 1.2 Output 1.3
P $ P $ $ Management
§\ \ F—
t % Activity 1.1.1 - gi——Activity 121 § Activity 1.3.1 $ Monitoring
$ Activity 1.1.2 Activity 1.2.2 ¢ Activity 1.3.2 $ Reporting
Activity 1.1.3 $ Activity 1.2.3 $ Activity 1.3.3 $ Steering committee
$ Activity ... $ Activity ... $ Activity ... $ meeting
Evaluation (s)
7 TRic,
(t}) Project Cycle Management @p
acp

BUDGETING IN 2013...

e I[n 2013, it is recommended to adopt both
budgeting systems
— The traditional one to comply with in-house or
donors’ budgeting procedures
— The outcome-based system

e to support transparency in spending,

¢ to enable the development of cost indicators at
activity level,

¢ to adapt to the new coming system before the new
system comes to adapt you!

®
(;-} Project Cycle Management
acp
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COMPLETING/UPDATING THE LOGFRAME

Hoiet Project
outputs .
P Budget/inputs
Implementation plan
1- The Work Breakdown 2-Responsibility 3-Pro;et':t 4-R.esources 5-Project
. Structure matrix Sequencing (inputs) Budgetin

(and the performance plan) 1 » and scheduling assigned geting
[ =)

(g Project Cycle Management O O
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SECTION VI

Project Monitoring and
Evaluation

© ITC»ZI’ f’i‘l
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PROJECT MONITORING AND EVALUATION

=)
Project Cycle Management &p

WHY MONITORING AND EVALUATION ?

Can we carry out a project or programme
without implementing any changes from
the initial project proposal and plan?

1. Yes, but you need to be very lucky

2. Yes, but | have never experienced or seen such a
case

3. No, it is impossible, changes will always happen

® 2
= Project Cycle Management d
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MANAGERS’ STATE OF MIND ?

If you are piloting.the p , \}'ou are

the captain of the boat. ich ‘'state
of'mind you should adopt asa
alnager?

=)
Project Cycle Management @p

OECD DEVELOPMENT ASSISTANCE EVALUATION CRITERIA

= Relevance

= Efficiency «.
= Effectiveness OECD
= |mpact

Sustainability

® 2
= Project Cycle Management d
acpmigratior
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ACTORS AND FACTORS

Any development interventions bring changes
to thew project environment...

Project

Project

processes Project

Inputs Outputs

Project environment:

Actors & Factors

I )
(‘J Project Cycle Management
acp i
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REMINDER: THE HARD AND SOFT PROJECTS

Monitoring and
Evaluation

Same
challenges and
realities?

®
(‘-} Project Cycle Management
el

QUESTION

In the project cycle, when do we start
to look at the M&E function?

1. Atthe project identification phase

IDENTIFICATION

2. At the project preparation phase
%
3. At the implementation phase \’ \
4 At the evaluation phase EVALUATION PREPARATION

S 4

IMPLEMENTATION

®
(J Project Cycle Management
i
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PROJECT MANAGEMENT PROCESSES

Level of

process Executing Monitoring

interaction Planning process group and controlling
process \/ .—'—-~_  processgroup
group

Initiating

process Closing

process
....... . group

»

Start TIME Finish

®
(;-} Project Cycle Management mﬁ
acp: A OK

QUESTION

Monitoring asks whether

1. We are doing things right
2. We are doing the right thing

Project Cycle Management
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QUESTION

Evaluation asks whether

1. We are doing things right
2. We are doing the right thing

Project Cycle Management

QUESTION

Monitoring is something that takes
place

1. Every now and again
2. At planned intervals
3. Continuously

Project Cycle Management
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QUESTION

Evaluation is something that takes
place

1. Once
2. Continuously
3. Atplanned intervals

©
(‘-} Project Cycle Management

QUESTION

What links monitoring and
evaluation?

1. They’re done by the same people
2. They share the same data

3. They’re both boring

®
(‘._/ Project Cycle Management
acp
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QUESTION

CAN WE MONITOR AND EVALUATE PROJECTS
WITHOUT HAVING A BASELINE?

* YES

* NO

Project Cycle Management

TIME HORIZON

WHEN?

USEFULNESS FOR:

EMPHASIS IS PUT

MAINLY ON:

MAIN FOCUS IS ON:

WHAT IS
EVALUATED?

WHO?

Short-term horizon

Ongoing assessment of
project progress

Resolving problems
during implementation
that obstruct the project
progress

The project efficiency:
Time, quality and money !
Inputs-activities-Outputs

The work plan and the
risks for quick tactical and
operational decisions

The project operations

I. Internal: project team
II. External: funding
agency

Long-term horizon

Periodic assessment of
project progress

Learning from project
experience in order to
improve future
interventions

The project effectiveness:
the impact Activities-
Outputs-Outcomes

The results-chain and
project outcomes for
future strategic decisions

Everything that is
relevant! (5OCDE
Criteria)

Usually external
(impartiality)
Self-evaluation

Past and short-term
horizon

Occasionally and on
completion

Improving the compliance
with management rules
and norms

The economics
Budget-inputs-activities

Project transactions:
Financial, procurement
and human resources
management

The compliance with
budget rules and
orocedures

External (Public
independent entities;
audit companies)
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DEFINITION - MONITORING

Monitoring and Control:

is the systematic collection and analysis of information as a
project progresses. It is aimed at improving the efficiency and
effectiveness of a project or organization.

is the process of tracking, reviewing, and regulating the
project progress to meet the performance objectives defined
in the project management plan.

Project Cycle Management

DEFINITION - EVALUATION

Evaluation:

is the comparison of actual project impacts against the
agreed strategic plans. It looks at what you set out to do, at
what you have accomplished, and how you accomplished it.

It can be formative by taking place during the life of a project
or programme, with the intention of improving the strategy
or way of functioning of the project or programme.

It can also be summative by drawing learnings from a
completed project or programme that is no longer

functioning.
Project Cycle Management
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DEFINITION: AUDIT

Audit:

eAssessment of compliance of financial practices with laws and
regulations (Traditionally)

ewhether project funds are being/have been used economically,
efficiently and effectively (New trend)

Type of Audits
Financial: Focus on inputs (financial resources)

Performance: Focus on outputs and outcomes (whether
project funds have been, or are being, used economically,
efficiently and effectively - value for money)

®
(;-} Project Cycle Management
acp

If you do not measure results, you can not tell success from failure
If you can not see success, you cannot reward it
If you can not reward success, you are probably rewarding failure
If you can not see success, you can not learn from it
If you can not recognize failure, you can not correct it
If you can demonstrate results, you can win public support

Adapted by Kusek and Rist (2004) from Osborne & Gaebler, 1992

®
(;-} Project Cycle Management
acp
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THE MONITORING AND EVALUATION FUNCTIONS

e Planning, monitoring,
reporting, controlling
and evaluating « for »
and « about » results

), Project Cycle Management

I-Building The Programme/Project M&E System

Planning

Step 6

Create M&E system.

(workplan, budgets.
responsibilities,

communication, etc.)

Step 2
Step 1 Creation (or validation)
Establishment of of programme/project
the programme/project logic model
M&E function and indicators

Step 3 Step 5
Validation of Set
- Step 4 5
indicators " programme/project
. Baseline assessment
with targets

stakeholders

1I-Running the Programme/Project Monitoring System

Monitor expenditures,
inputs, outputs and
short term outcomes

Prepare project progress
reports

Adjust the project
workplan

Communicate results to
project stakeholders for
Information or decision

Make project
adjustments

lll-Carrying Out Programme/Project Evaluations
Evaluating and Learning Project Implementation

Ex-ante Evaluation Appraisal Interim Final Ex-post
(Feasibility) PP Evaluation(s) evaluation evaluation
I

Project Design

Organizational Learning and development
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I-M&E AND PLANNING

e Monitoring and Evaluation should be part of
your planning processes.

e [t is very difficult to go back and set up
monitoring and evaluation systems once
things have begun to happen.

®
("-} Project Cycle Management
acp

THE LOGIC MODEL: THE RESULTS-CHAIN

Efficiency (Cost, Time and Quality)

Effectiveness

Budget -l Inputs Outputs Long-Term
il Outcomes

Economics

The perfect monitoring and evaluation system
covers individually all the elements of the results-
chain as well as the linkages between the
elements which compose it.

®
("-} Project Cycle Management
acp
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I-Building The Programme/Project M&E System

Creations(:)erpvzlidation) Valif!t:t?osn of
Establishment of of pr [project . Step 4
the programme/project logic model with Baseline assessment
M&E function and indicators stakeholders
> —_—
=Define M&E =Undertake the ||=Invite specific =Based on
organisation’s situation stakeholders’ the
strategy and analysis, define ||representative to ||indicators,
processes objectives and || give inputs on the ||picture the
=Establish the strategies foreseen ‘initial’
“M&E” =Establish the indicators situation
organisational logic model: the || =Identify the and define
structure, culture ||results-chain majors concerns the baseline
and mechanisms =Express the and manage them || on which
=|dentify results foreseen || =Disaggregate changes will
compentency in the logic indicators to be
requirements model by present each measured
=Recruit (or identifying and ||stakeholders’
appoint) staff defining situations and also
and/or performance to get measurable
organisations: and risks indicators
human capacities ||indicators
Al

Step 5

Set
programme/project
targets

Step 6
Create M&E system.
(workplan, budgets.
responsibilities,
communication, etc.)

=Based on the
selected
indicators and
the baseline
data create
Specific,
Measurable,
Achievable,
Relevant and
Time bound
indicators.
=Breakdown
main targets in
«shorter-
term» targets
=Prepare a
performance
plan ?

=

=Prepare a
“M&E”
workplan (data
collection, data
processing,
reporting,
communications
, etc.)

=Assign
responsibilities
and tasks
=Allocate a
budget

=Planin
accordance with
the other
management
processes

I-MONITORI

NG AND CONTROL

Monitoring and Control Project Work:

The process of tracking, reviewing, and regulating the progress to
meet the performance objectives defined in the project management

plan

Perform Integrated Change Control:

In other words:

— To check progress

— To take remedial action, and

— To update planning

Project Cycle Management

Project Management Body of

Knoyvledge, PMI, 2004
The process of reviewing all change requests, approving changes, and

managing changes to the deliverables, organizational process assets,
project documents, and the project management plan
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1I-Running the Programme/Project Monitoring System

Monitor expenditures,
inputs, outputs and
short term outcomes

Prepare project progress
reports

Adjust the project
workplan

Communicate results to
project stakeholders for
Information or decision

Make project
adjustments

1.Collect data on expenditures, inputs, outputs and short-term outcomes.
2.Prepare the relevant progress reports
Time: Weekly, monthly, quarterly, etc.
Content: Financial, technical, risks, etc.
3.Communicate results to project stakeholders for information or decision
Project team
Steering committee
Donors
Beneficiaries
4.Make project adjustments and adjust the work plan
Plan the work and work the plan!

DATA COLLECTION METHODS

"In God we trust; all others must bring
data.”
-William Edwards Deming

®
("-} Project Cycle Management

acpr
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DATA COLLECTION

A

THE STAGES OF INFORMATION COLLECTION

DATA COLLECTION DATA PROCESSING REPORTING

Preliminary report

Questionnaires and surveys Statistical analysis
. Final report
Interview & focus group Qualitative analysis
Observation Discussions with
Document review stakeholders
Pure quantitative and Decision-making

scientific methods

Case studies

Administrative records

=)
Project Cycle Management @p
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DATA COLLECTION METHODS (1)

Informal and unstructured methods

e Community interviews

e Documentary review

e Administrative records

e Interviews with key informants
e Focus group interviews

e Field observation

e Case studies

)
(U Project Cycle Management
el

DATA COLLECTION METHODS (2)

Formal and structured
methods

eOne-time survey
ePanel survey
eCensus

e )
(U Project Cycle Management
acpr 4
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Key criteria for collecting quality performance

data

Reliability

Validity Timeliness

=)
Project Cycle Management &p

BASELINE METHODOLOGY

1. Outline methodology
2. Identify information needs and data sources

3. Select methods for information gathering

4. Choose sampling strategies

5. Data analysis

_%))

Project Cycle Management
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TO MEASURE CHANGE WE NEED A BASELINE...

Basehr\e . Future expected change
POPU|3tl°n.°f (?enobla covered by Population of Genobia covered by a
a Health Microinsurance: 15% Health Microinsurance: 35%

! !
¢ @, @, ) >

2013 2014 2015 2016

Baseline data refer to the initial value against which an
indicator is subsequently measured.

®
(;-} Project Cycle Management
acp

ISSUES IN ELABORATING A BASELINE

* Protect against individual biases by using
team work, consultation with partners, using
clear terms of reference

e Pay attention to the appropriate timing

e Consider the soundness of the data (use of
Census data)

®
() Project Cycle Management
acp
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PUBLIC PROJECTS ARE OFTEN AFFECTED BY THE

POLITICAL AND LEGISLATIVE CYCLES ...

e Attention should be paid to election
timetable, post-election period, legislative
floor periods, budget processes, etc.

e Attention to the macroeconomic and
budgetary constraints linked to the economic
cycle

Project Cycle Management

How the customer explained it | | How the Project Leader How the Analyst designed it How the Programmer wrote it How the Business Consultant
understood it described it

77 | How the project was What operations installed
(g_ documented

What the customer really
needed
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PROGRAMME AND PROJECT CYCLE MANAGEMENT & PROJECT

DOCUMENTS

Project Evaluation

1. National Strategy
2. Sector Programme, Policy and Plan
3. Sector Mid-Term Expenditures Framework (MTEF)

Report

oject Completion
Repor

Project Progye
Reports

Inception Phase

Implementation

& Supervision

Project Concept
ocument

Situation Analysis

Report
Monthly Progress Closure
Report

uarterly Progress
eport !

Annual Progress
Report

Annual Auditors
Repc;t

(D)

Start-up

Pre-Implementation

Monitoring and
Repqrting ;

Project Formulation |3y Design ‘
- Appraisal Project Planning and
: Minutes or Budgeting Feasibility
! Report i 7 Studies

Project Proposal
ocument

N
B Appraisal (
- C Approval

VT

Project Fin
Agreem

TYPOLOGY OF MO

Inception report

Quarterly, six-monthly
progress reports

Annual report

Final report

NITORING REPORTS

¢ Usually produced within 2/3 months after the launch
of the project (funding release and key staff in place).

¢ Produced by implementing partners/project managers
on a regular basis

¢ Focus on documenting progress towards delivering planned
results and achieving the project purpose. Comparison
against the original project design (or as updated by the
inception report) and the last annual workplan is provided.

* Required at the end of the project financing period to
document and comment on overall achievements against the
original plan, prospects for sustainability of benefits, highlight
lessons learned and make recommendations on any follow-up

actions required.
=)
d

Project Cycle Management
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AIMS OF REPORTING IN GENERAL

« To provide conclusions and
recommendations to decision makers

- To provide information to the project
manager

« To inform the project sponsors and funders,
and

- To inform the beneficiaries and the public at
large =

\Repon$

®
(;-} Project Cycle Management
acp

PROJECT INFORMATION AND HIERARCHY

Summarised
Finances, Economy and
Development Planning
Sector Ministry / \

Flow of

Project Steering Information
Committee / \
Project Team

Detailed
f:}) VOIumjgct?'\!;clleruormation e

anagement
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THE 10 RULES FOR QUALITY REPORTING

PROJECT PROGRESS REPORT...

®
(;-} Project Cycle Management
acp

CONTENT OF PROGRESS REPORT

« Progress in achieving the project Results (output
indicators)

- Physical progress against initial plan (baseline)

- Financial progress against initial plan (baseline)

« Risks

« Justification for delays or variations in relation to

planning, and
« Action required
« Plan for the next period

®
(;-} Project Cycle Management
acp
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MILESTONES INDICATE THE PROGRESS TOWARDS THE OUTPUT ...

Target 1.1: Target 1.2: Target 1.3: Output 1:

Technical Guide Course material 1 workshop is held Actuarial Pricing

Produced and trainer’s guide and a updated Training Module

produced version of the Developed
course material
produced
‘
\_/ \_/ \_/ O
Ql 2013 Qll 2014 Qlll 2015 Qlv 2016

®
(;-} Project Cycle Management
acp

REPORT CHANGE FROM THE BASELINE...

Baseline Future expected change
Population of Genobia covered by Population of Genobia covered by a
a Health Microinsurance: 15% Health Microinsurance: 15%
1 ?
. TN
\_J \J ) (>
2011 2012 2013 2014

Baseline data refer to the initial value against which an
indicator is subsequently measured.

®
(‘-} Project Cycle Management
acp
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OUTCOME INDICATORS CONTROL PANEL

Indicator Baseline Current Target Difference

(year O, (yearn, (yearn, (percentage
per cent) | percent) | percent) m

Claims rejection ratio 20 18 15 Q -3

WHY?

o

(Q Project Cycle Management

o

REPORTING FLOWS

=
!

External Entities
(Sponsor, partners, etc.)

Top Management

\

Functional

Manager

™S
Project

£
(Q Project Cycle Management
i
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PROCESS

Identify the stakeholders concerned with the
project reporting function

Defined their roles and responsibilities towards
the reporting function

Identify the objectives of your reporting function

Define the frequency, type and content of
reports required. (Develop Standard Report)

Plan project meetings and related decision-
making process with the reporting function

Project Cycle Management

PROJECT EVALUATIONS

— Efficiency

— Effectiveness
— Impact

— Relevance

— Sustainability

e Evaluation Criteria e Future decisisons...

Project Cycle Management
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THE TIME DIMENSIONS OF A PROJECT

Feasibilities
Studies

}

Mid-term
evaluation

l Base year J

Final
evaluation

|

Ex-post
Evaluation

|

..01234567891011 12 13..END

~

Period of implementation

Period of operations

(investment phase)

Project lifetime

®
(‘._‘} Project Cycle Management

WHY EVALUATE PROJECTS?

1. PURPOSES OF EVALUATION
2. USE OF EVALUATIONS
3. APPROACHES TO EVALUATION

®
(‘J Project Cycle Management
el
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1. AIMS and PURPOSES of EVALUATION

Judgment-Oriented

Improvement-Oriented
Accountability
Knowledge-generating

I S

Developmental

®
(;-} Project Cycle Management
acp

1.1 JUDGMENT ORIENTED

e Evaluations aimed at determining the overall
value, significance or merit of a programme

e Usually helpful to decide whether a
programme is effective enough to be
continued, expanded or replicated: informs
decisions

e Criteria -> performance standards -> measure
performance -> create judgment of value

®
(;-} Project Cycle Management
acp
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1.2 IMPROVENT ORIENTED

e Evaluations results are used to improve a
programme: ongoing cycle of reflection

e Looking for strength and weakness, progress,
challenges, unexpected events/results, new
ideas coming out

e |t is the cook tasting the soup to see what
needs to be added

®
(;-} Project Cycle Management
acp

1.3 ACCOUNTABILITY FOCUS

e Requirement to explain and justify what has
been done and how

e Judgment is involved but users different

e Questions: Funds being used as said? Did
implementation follow approved plan? Did
programme handle risks?

e Accountability to external audiences: funders
and beneficiaries’ communities

®
(;-} Project Cycle Management
acp
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1.4 KNOWLEDGE GENERATING

e Learning for sharing

e Findings can be adapted and used in other
programmes, in other contexts and localities

e Can include comparing many programmes to
synthesize results and good practice

e Origin of ‘lessons learned’ that is now part of
most evaluations

®
(;-} Project Cycle Management
acp

1.5 DEVELOPMENTAL

e |Involves adapting the intervention to
changing and volatile circumstances

e Guides adaptation to emergent reality

e Changing programme model itself, supports
innovation and adaptive management

e Learn to differentiate between signal and
noise

e Direct implementation

®
(;-} Project Cycle Management
acp

118



2. USE of EVALUATION

It is impossible for man to learn what he
thinks he already knows.
-Epictetus
It is impossible to wake up a person who
pretends to be asleep.
-Heard in NGO in Gabon

®
(;-} Project Cycle Management
acp

2. USE of EVALUATION

e Evaluations can be distinguished by the
intended user:
— Judgment: funder (programme), decision maker
— Improvement: managers, staff, participants
— Accountability: funder (legal), Board, beneficiaries

— Knowledge: Planners, scholars, programme
designers, policy makers

— Developmental: staff, partners

®
(;-} Project Cycle Management
acp
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2.1 UTILIZATION FOCUSED EVALUATION

e The merit of an evaluation can be judged by
its use

e «Utilization-focused program evaluation is
evaluation done for and with specific intended
primary users for specific, intended use»

e For each evaluation there are intended users
and the first step of evaluation process is to
identify primary user and intended use

®
(;-} Project Cycle Management
acp

2.1 UTILIZATION FOCUSED EVALUATION

e 2006 survey among evaluators: 68% identified
‘nonuse’ of evaluation results as a great
problem (‘intentional misuse’ 21%)

* Nonuse is a failure of the evaluation process,
and of evaluator

What questions can we ask to identify
intended user and use?

®
(;-} Project Cycle Management
acp
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2.2 TEMPTATIONS AWAY FROM USE

e Targeting organizations instead of specific
persons/positions

e Assuming that evaluation’s funder is
automatically the primary user

e Waiting until findings to identify intended users
and use

e Being co-opted by powerful stakeholders

e |dentifying users but not involving them in
evaluation decision making

®
("-} Project Cycle Management
acp

2.3 EXAMPLE OF INTENDED USE

Under headline ‘Report Purpose’:

“The primary purpose of this report is for ADRA Laos
as a summative evaluation of their MSC pilot
project. In addition this report is a formative
evaluation of the MSC system to inform future
improvements. Lastly, this report has been written
to provide other development agencies with
lessons learnt from the MSC pilot project conducted
in Laos.”

®
("-} Project Cycle Management
acp
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3. APPROACHES TO EVALUATION

Different approaches classified according certain
criteria:

e Timing

e Focus

e Method used

Project Cycle Management

Ex-ante Evaluation
(Feasibility)

Pre-feasibility and
feasibility studies
=The pre-feasibility
serves to evaluate the
relevance of the action
proposed against the
policy and strategy
frameworks
programmed and the
choice of the project
strategy

=Feasibility studies to
evaluate the project
design, its scope, the
social, legal, technical
and financial
feasibilities and its
environmental impact

lll-Carrying Out Programme/Project Evaluations

Appraisal

Evaluation(s)

Interim Final

Organizational Learning and g

Appraisal

=Appraisal gives
stakeholders an
opportunity to review
the project design in
detail and resolve any
outstanding questions
=The “Sponsor”
confirms that all
aspects of the project
are consistent with its
operations
requirements and
that the institutional
arrangements
proposed will ensure
the effective project
implementation

Interim Evaluation(s) (or
mid-term review)
=To assess the progress
made on project specific
outcomes
=To re-examine the relevance
of the project design and
implementation approach
vis-a-vis the actual needs of
the target group.
=To assess the consistency of
the ongoing project activities
with the country long term
strategic plan
=To assess the sustainability
of the project, with regard to
its financial, technical and
organizational aspects.
(framework, strategy and

' processes)

Project Implementation

evaluation

Ex-post
evaluation
]

Final evaluation

=To assess project
performance:
effectiveness, efficiency,
relevance, sustainability
and impact in the
context of stated
objectives

=To learn from the
experience in order to
improve future
interventions

=Ex-post evaluation
focuses on impact, the
long term.

122




3. SOME CONTRASTING APPROACHES

Internal vs External

Mandated vs Management Practice
Outcome vs Process

Summative vs Formative

CHEE S

Goals-based vs Goals-free

®
(;-} Project Cycle Management
acp

THE 10 RULES FOR GETTING GOOD PROJECT
EVALUATION REPORTS

HOW TO GET A USEFUL PROJECT EVALUATION
REPORT...

®
() Project Cycle Management
acp
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SECTION VIII

Project Management
Templates and References
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Project Planning: Inputs

Category
(Based on the Internal Chart
Name of the Resource of Accounts) Unit of Measure Unit Cost
Project Coordinator Salaries per month - S
Project Procurement Officer Salaries per month - S
Project Financial Officer Salaries per month - S
Accountant Salaries per month - S
Technical Specialist Salaries per month - S
Monitoring and Evaluation Officer Salaries per month - S
Computer Material unit - S
Key Expert 1 Consultant per day - S
Vehicle rented Transport per week - S
Air plane ticket - Unguja-Pemba Transport per flight - S

etc.
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NAME OF THE ORGANISATION IMPLEMENTING THE PROJECT

Project name

RISK REGISTER

by
Author

Date
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SECTION |

Risk Identification and
Assessment
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Project Name :
Team Leader :

Risk identification and Assessment

Authors:
Date :

Risk Likelihood Impact on objectives, scope, Impact Strength IMPORTANCE
s . 1-Very Low Lali
(Cr|t|<.:al event thajc can affect 1-Very Low quality, cost and schedule > Low (Impact X Likelihood)
negatively the project course) 7-Low S
3-Average 4-High
4-High 5-Very High
5-Very High
1 Give the risk a name and 3-Average 4-High Impact
/nsert' a'short but premse ' Measure its I/.kellhood and Impact on : 112131als Measure its /mpact and Likelihood 3
description of the risk and its comment on it . comment on it based on -
. . Objectives . Very High
impact on the project.. 2 your analysis using the :
Quality f . High
impact matrix
Cost Average
Schedule Low
Very Low
2 Impact
Impacton: 1(2(|3|4]|5 Likelihood 3|4 |5
Objectives Very High
Quality High
Cost Average
Schedule Low
Very Low
3 Impact
Impacton: 1(2(|3|4]|5 Likelihood 3|4 |5
Objectives Very High
Quality High
Cost Average X
Schedule Low
Very Low
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Risk Impact on objectives, scope, Impact Strength IMPORTANCE
(Critical event that can affect quality, cost and schedule 1_\2?[\2‘1'\,0\'\/ (Impact X Likelihood)
negatively the project course) 3-Average
4-High
5-Very High
Impact
Impacton : 1(2|3 (4|5 Likelihood 1|12 |3
Objectives Very High
Quality High
Cost Average
Schedule Low
Very Low
Impact
Impacton : 1(2|3 (4|5 Likelihood 1|12 (3 (4|5
Objectives Very High
Quality High
Cost Average
Schedule Low
Very Low
Impact
Impacton : 1(2|3 (4|5 Likelihood 1|12 (3 (4|5
Objectives Very High
Quality High
Cost Average
Schedule Low
Very Low
Impact
Impacton : 1(2|3 (4|5 Likelihood 1|12 (3 (4|5
Objectives Very High
Quality High
Cost Average
Schedule Low
Very Low

144



145



SECTION Il

Risk Response Strategy and Risk
Management Plan
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Table 2: Risk Response Strategy and Risk Management Plan

Project Name : Authors:
Team Leader: Date :
Risk Potential causes Mitigation measures to Risk Management Plan
(Insert risks that have been (Describe the causes that can implement
evaluated as important) make the risk to happen) (To prevent, eliminate, Risk indicator Person in Charge Cost of the When to
avoid, mitigate, accept, (early warning of implementing measures implement
etc.) indicator) the measures

1

2

3

4

5
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Risk
(Insert risks that have been
evaluated as important)

Potential causes
(Describe the causes that can
make the risk to happen)

Mitigation measures to
implement
(To prevent, eliminate,
avoid, mitigate, accept,
etc.)

Risk Management Plan ‘

Risk indicator
(early warning
indicator)

Person in Charge
of implementing
the measures

Cost of the
measures

When to
implement

10
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SECTION Il

Risk Management
Summary Sheets



Project: Output : Activity Code :
Risk description:
Risk owner:
Risk potential causes and impact on project course: o d
Objectives
Quality
Cost
Stakeholders concerned and affected: Schedule
Comments on Impact:
P i When t
Risk Response strategies erson in Cost . ento PO
Charge implement

00d Low

High

Average

Average

Low

Risk Indicator:

Source of Verification:

High

151




Project: Output : Activity Code :
Risk description:
Risk owner:
Risk potential causes and impact on project course: o d
Objectives
Quality
Cost
Stakeholders concerned and affected: Schedule
Comments on Impact:
P i When t
Risk Response strategies erson in Cost . ento PO
Charge implement

00d Low

High

Average

Average

Low

Risk Indicator:

Source of Verification:

High
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Project: Output : Activity Code :
Risk description:
Risk owner:
Risk potential causes and impact on project course: o d
Objectives
Quality
Cost
Stakeholders concerned and affected: Schedule
Comments on Impact:
P i When t
Risk Response strategies erson in Cost . ento PO
Charge implement

00d Low

High

Average

Average

Low

Risk Indicator:

Source of Verification:

High
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Project: Output : Activity Code :
Risk description:
Risk owner:
Risk potential causes and impact on project course: o d
Objectives
Quality
Cost
Stakeholders concerned and affected: Schedule
Comments on Impact:
P i When t
Risk Response strategies erson in Cost . ento PO
Charge implement

00d Low

High

Average

Average

Low

Risk Indicator:

Source of Verification:

High
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Project: Output : Activity Code :
Risk description:
Risk owner:
Risk potential causes and impact on project course: o d
Objectives
Quality
Cost
Stakeholders concerned and affected: Schedule
Comments on Impact:
P i When t
Risk Response strategies erson in Cost . ento PO
Charge implement

00d Low

High

Average

Average

Low

Risk Indicator:

Source of Verification:

High
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Monitoring & Evaluation matrix

Performance Indicator definition | Baseline Data source Data collection Support for data Data analysis
Indicator and unit of information (method, collection (method,
measurement frequency & frequency &

responsibility)

responsibility)

Immediate Objective(s):

Output(s):
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Stakeholders' involvement in the monitoring system

Stakeholder

Interests in project
M&E

Information they
have or need

Role in M&E
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